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Q | am having problens getting along with nmy enpl oyee. W
clash when | ask himto performtasks, provide
information, or discuss work matters. Should he and | neet
with the EAP to nedi ate our ongoi ng conflict?

A. The problenms you face supervising your enployee make
medi ati on sound attractive, but this could do nore harm

t han good or produce only short-termresults. Your
conflict is not the same as two coworkers struggling to
mai ntain a positive working relationship. Instead, your

conflict arises fromyour enployee=s insubordination and
refusal to work. You should consult with the EA

pr of essi onal to exam ne your comruni cation style or other
i ssues that may interfere with your ability to supervise
this enpl oyee. Also exam ne what keeps you from enpl oyi ng
disciplinary tools to manage this enpl oyee successfully.
Do you fear the reaction of your enployee if you take

di sciplinary action? Wthout exam ni ng your supervisory
practices, including your willingness to be assertive,
medi ati on could send a nessage to your enployee that
change is optional

Q Wien | confront ny enpl oyee about her perfornmance
probl ens, she rai ses many conpl ai nts about her coworkers,
t he organi zation, and nme. A couple of her conplaints are
|l egitimate, but how do | get past her evasion of the

i ssues?

A. Your enployee=s focus on her own conplaints is

di stracting you and maki ng you feel reluctant to insist on
t he changes you want. Although you could assert yourself
and ignore her conplaints, such an approach would increase
her resentnment and probably contribute to | arger problens.
A better approach is to have her prepare a neno for you
with a list of her concerns so that the nerit of each can
be considered along with the solutions. Follow this up
with a corrective neno asking for the changes you want and
when you expect them Include a follow up plan. Propose
and inplenment solutions to each of her conplaints and, if
necessary, explain why certain conplaints have no
solutions or are not valid. Clearly state that you can no
| onger accept any of the itens in her nenp as the basis
for not making the performance changes you require of her.



Q | am a new supervisor of a work group that has many

| ong-term personnel problems. How do I change things but
at the sanme tine not alienate enployees within the work
group who see ne as new to the work culture, its services,
and uni que probl ens?

A. A new supervisor typically faces resistance from

enpl oyees when he or she suggests changes to sol ve | ong-
term personnel problems. Overestimting how quickly
changes can be made is a common m stake for new,

ent husi astic supervisors. Conplaints are usually the first
signal of alienation anong those supervi sed.
Unfortunately, being a new supervisor is a disadvantage
when managenent hears conplaints from enpl oyees who have
reputations as good performers, regardless of the validity
of those conplaints. A key to success is building a
trusting relationship with your supervisor. A strong
message of support from your supervisor that establishes
your legitimte authority can also be hel pful. Nothing,
however, works better than spending anple tinme | earning
about your enpl oyees, their needs, and the work

envi ronnent. Unl ess directed otherw se, gain approval for
changes you wi sh to pursue. Changes should be consi stent

with your supervisor=s priorities. Just as inportant,

strategi es for change should carry your supervisor=s
approval .

Q Our office provides front-line custonmer service, and

quite frankly, it=s tough. Many custonmers are rude and
offensive, and | believe it affects norale. Can the EAP
hel p?

A. Ask your EA professional staff about services avail able
to assist the work unit. Enployees range in their
abilities to cope with custonmers who may be mldly
irritated or even potentially dangerous. Undesirable

enpl oyee responses to offensive customers may indicate
that nmore effective team buil ding and stress managenent
techni ques are indicated. Often overl ooked, the nost
effective stress managenent is enpl oyee team neetings to
share experiences and give each other support. Undesirable
responses by enpl oyees who feel threatened by custoners

should first be viewed as potentially Anormal responses to

abnormal stress@rather than the other way around.
Preventing such responses should initially focus what
support enpl oyees need to be nore effective, rather than
junmping to take corrective action, which |abels the

enpl oyee as the problem Use of the EAP by enpl oyees
affected by offensive custoners is always appropriate.

Q Wien | rem nded ny enpl oyee about our past discussions

concerning his conduct problens, he denied such
di scussi ons had occurred. Wuld docunentation prevent this
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type of denial or |ying?

A. Al though your enployee nmay be |ying about his
recollection of the discussions you held with him
concerning his conduct problens, it is also conceivable

t hat your enpl oyee doesn=t renmenber them Denying previous
di scussions with the supervi sor about performance probl ens
i's not unconmon anong troubl ed enpl oyees. Such deni als can
be caused by distortions in thinking that are produced by
def ensi veness to avoid personal responsibility for the
behavi or. Exanpl es of defensive thinking include

m nim zing the seriousness of problematic behavior, and

bl am ng the behavi or on someone or sonething el se. These
two thinking patterns are different fromwllful denial or
lying. In a real sense, they allow the enployee to

rei nterpret what happened to fit his beliefs. A menpo to
document a corrective discussion held with the enpl oyee
can help prevent this problem



